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This edition of the nanagement Quarterly is dedicated 
to a general trend of thought; military manpower resource 
allocation. 
The Faculty Opinion is an excellent informative article 
concerning future graduate education programs followed closely 
by a dissertation on the personnel selection for Postgraduate 
education. 
A possible solution to manpower planning is fotmd in 
two articles. One concerning force level requirement, the 
other dealing with the utilization of the servicewomen in the 
military in fulfilling this requirement. 
Our primary source of articles for publication consideration 
comes from solicitation through the Department of Operations 
Research and Administrative Sciences faculty. If you feel your 
recent academic effort would be of interest to our distribution, 







b!J CAPTAIN V. W. MATH[WS 
PROGP..AM MANAGER FOR COWJSEL1NG 
OFFICE OF CONTINUING EVUCAT10rl 
CURRICULAR OFFICER 
AERO;iJAUTI CAL E.'JG1NEERVJG 
'111is is an exciting time because revolutionary changes are taking 
place at the Naval Postgraduate School and in the Navy's educational sys-
tem. These changes will effect Navy men and women everywhere and will 
provide educational opporttmities never before possible. Because I value 
so deeply the benefits of the very special education we provide, I find it 
extremely stimulating to be a part of the group planning this revolution. 
Let me sI1are with you my own opinions as to what is going on. 
First, I see that a revolution is taking place in the Navy's graduate 
education system where future programs will be a ble nd of off duty, work/ 
study and short fully ftmded residency efforts sprea d across each officer's 
career. Secondly, a revolutionary change is taking place at the Naval 
Postgraduate School where educational offerings will be taken off campus 
C for presentation to military officers and DoD civili ans wherever they 
work. And thirdly, there will be a major shift to non-traditional educa-
tional methods personally ttmed for adult learning of Navy professionals. 
The Continuing Education Program is the thread that ties these changes 
together. 
What are the forces bringing about these revolu tiona ry changes. 
TI1e environment for the Naval Establishment is a complex one that consists 
of all the current pressures of the society plus the post war wind-drn,n of 
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military forces. Our world is full of rapidly expancling knowledge in all 
disciplines, revolutionary advances in technology, tightening economic con-
straints, high military manpower costs, new national and world wide political 
pressures, and the demand for many social changes and personal freedoms in 
the society . TI1e last element is particularly important to the Navy because 
of the recent implementation of the all volmteer force and its dependence on 
recruitment of new people from the society. However, all of these forces 
must be accotmted for in the Naval Service through effective use of graduate 
education and training throughout a Naval career. 
The forced flow of all military officers through their careers is 0 
highly mobile and dynamic when compared to typical civilian careers. In 
the military closed personnel system, the forced upwar<l movement insures a 
healthy officers corps with top leadership continuously available from within. 
Whereas, in the civilian sector, the career progression is highly stable in 
specialized fields for most people and only a select fa1 follow the highly 
dynamic mobile route to top executive positions. These modern top civilian 
leaders have received special professional development and are highly educated. 
High upward mobility for both civilians and military professions! depends on 
increased education to prepare for the difficult leadership positions necessary 
in our complex modern world. 
From a practical side, one of the most significant variables causing 
d1ange is high military personnel costs. Consequently, insufficient dollars 
are left over in the military budget to buy needed ships and planes. Therefore, 
the mood of the Congress is to take whatever steps are necessary to shift the 
balance of military spending more in favor of weapon systems procurement and 
less on personnel costs such as education. Savings in the education area can 
be realized by making more efficient use of educated people in essential billets 
and by reducing the arnotmt of high cost fully ftmded education. 
The Operational Technical Managerial System (O'ThiS) is a new personnel 
system with appropriate incentives to insure we make efficient use of per-
sonnel with the necessary advanced education . The newly emerging Continuing 
Education Program provides a means of reducing costs of graduate education 
while at the same time providing better education for more people. 
The Office of Continuing Education was established at Naval Postgraduate 
School at the beginning of this academic year with a Director, Dean Max Woods, 
and three half-time program managers. Professor Otto Heinz is the Program O 
Manager for Short Courses, Professor Abe Sheingold is the Program Manager for 
Regular Courses and I am the Program Manager for Academic Cotmseling. The 
Continuing Education Program will provide a means of meeting new objectives 
of the Navy's education system that will incorporate new DoD policy SlD1111larized 
by the following: "Budgetary constraints mandate the expansion of off duty 




Initial efforts by the Office of Continuing Education have been to 
establish a Continuing Education Program plan with the following primary 
objectives: 
1. To reduce, to the extent feasible, the average length of fully 
ftmde<l NPS tours without sacrificing the educational worth 
of the curricular programs. 
2. To extend NPS educational services to Navy and other DoD 
personnel beyond its present fully ftmded clientele. 
3. To minimize the gap between advancing knowledge and its 
utilization by providing specifically relevant learning pro-
grams for timely professional utilization. 
4. To provide a continuum of education cotmseling to the overall 
Navy officer corps that will achieve a more effective cor-
relation between education-based knov:ledge acquisition and 
officer career requirements and assist in reducing fully ftmtled 
residency time. 
At the present time, several short courses have been offered both 
on and off campus in response to various user's needs . Credit for these 
courses will typically be given in the fonn of nationally recognized Con-
tinuing Education Un.its and are not used for degree programs. In another 
area, efforts are tmderway to develop courses covering material similar to 
regular resident courses to be given off campus. These courses would 
carry regular academic credit accepted by the Naval Postgraduate School 
toward curricultm1 and/or degree requirements as appropriate. First priority 
in development is for courses from the preparatory phase, which includes 
the canceled six week refresher period and the tmdergraduate core. A 
special feature of these courses will be tmique materials designed for a 
self-paced effort 1.mder the guidance of a 1mowledgeable tutor. It is 
anticipated that tutors will be well qualified fernier students at the 
Naval Postgraduate School who voltmteer to provide this service with fonna.1 
recognition given through the fitness report system. Gradually, as 
resources are available and as the demand indicates, many courses for full 
graduate credit will also be made available. However, it is envisioned 
that a short residency tour will be required at the Naval Postgraduate 
School to complete all curriculun and degree requirements. 
I feel the biggest need of all in the Continuing Education Program 
is the need for personalized academic counseling coordinated with up to 
date BUPERS career coimseling early in an officer's career ·prior to his 
making application for graduate education. I believe that across the 
officer corps, very little infonnation is known about how to choose a sub-
specialty field or graduate education curricultrn that is consistent with 
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academic background, personel career goals and Navy needs. Experience of the 
Naval Postgraduate School indicates that approximately 80% of our student inputs 
are not fully qualified academically for direct entry into graduate school 
because of poor II'evious academic perfonnance, mismatched undergraduate ire-
paration, or excessive time away from school. Yet because our students are 
top perfonners professionally and the Naval Postgraduate School is prepared to 
give special help, they are able to complete tough academic programs and achieve 
their graduate education objectives. This infonnation is not corranon knowledge 
for officers facing the decision of a request for advanced education. 
Because of the need for officers in technical programs in the last few 0 
years, the Engineering Science program has helped many fine officers to prove 
their academic ability by ta1dng courses programned to overcome previous 
deficiencies. Others more qualified in the direct input to curricula have also 
been highly successful. Among the important reasons for this success are 
specially designed programs and academic guidance received from the Naval Post-
graduate School faculty and staff. However, there are many other top perfonning 
officers in the Navy who are not selected by the board for their desired 
curricula because they don't have the proper academic credentials. A Naval 
Postgraduate School academic counseling service administered in conjtm.ction 
with IlUPERS career coLD1Seling could help correlate Navy billet requirements 
(job opportunity), personal interest (motivation), previous academic qualifi-
cation, and future career plans to determine what courses an individual should 
take from the Naval Postgraduate School or other tm.iversities to insure quali-
fication prior to application for a residency program. In addition, there are 
courses that could be completed prior to arrival at the Naval Postgraduate 
School that would shorten residency time and allow officers to return to fully 
productive fleet assignments early or take an extra tour in a subspecialty billet. 
At the present time Navy Campus For Achievement (NCFA) is establishing 
a network of professional civilian academic advisors located wherever Navy people 
arc gathered in order to provide pure academic counseling for tm.dergraduate 
work. TI1is network currently consists of approximately 100 advisors. Although 
in the early stages of planning, it is anticipated that a team relationship 
will be established between Naval Postgraduate School counselors, NCFA advisors 
and BlJPERS detailers in order to provide a complete spectnun of counseling 
services to Naval officers arotmd the world. 
In dealing with course preparation for the new continuing education 
mode, new non-traditional educational methods are more appropriate and consistent 
with adult learning theory than old methods patternetl after child learning 
methods. Several weeks ago, about 31 members of the faculty and staff (ap-
proximately 10% of the faculty) met for two days for a workshop on the Per-
sonalized System of Instruction (PSI) where they learned about PSI using the 
PSI method. The workshop was arranged by the Dean of Educational Development 
and given by Ben A. Green, Jr., of the Center for Personalized Instruction, 
Georgetown University. As I view it, PSI uses modem adult learning theories 





jump forward in using the unique potential of our officer student body. 
I believe the PSI method is very similar . to what lies behind the Navy's 
thesis requirement that calls for a close personal working relationship 
between the student and faculty advisor involved together working on a 
realistic problem solution. As I have observed them, these relationships 
are truely adult learning situations that make the thesis work the most 
important part of our curricula. Already some individual faculty members 
and academic departments are viewing PSI as a flexible means to encourage 
capable students to accelerate through basic fundamentals courses to ad-
vanced studies and thesis research where the real payoff of our program 
lies. For students having difficulty with the preparatory phase, the self-
paced feature readily allows them time to insure a solid fot.mdation is 
received prior to moving on to more difficult courses. And finally, PSI 
courses can easily be adapted for use in the Continuing Education Program 
off campus using qualified tutors; 
I have briefly touched on several areas of major change that I 
believe will radically change the Navy's educational system. As we im-
plement the Continuing Education Program outlined about, I see the crucial 
benefits of graduate education, as provided by the Naval Postgraduate 
School since 1909, spreading from a select few in the lower ranks across 
the officer corps to all Navy professionals. This sharing of what. I value 
so much is extremely rewarding to me personally because my educational 
experience at the Naval Postgraduate School ranks aroong the most important 
events in my life. 
'· 
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BIOGRAPHY OF OONALD WILLIAM MATIIEWS 
Donald W. Mathews, Captain, U.S. Navy, was born in Loma Linda, 
Califomis, in 1930. He attended the University of California at 
Berkeley as a regular NROTC midshipman and received the degree of 
llachclor of Science in Engineering in 1953. 
After designation as a Naval Aviator in 1954, he served in Patrol 
Squadron NINETEEN and as an Instrument Flight Instructor in the Ad-
vanced Training Col11lland. 
Upon selection for graduate study, he reportecl to the Naval Post-
graduate Sd1ool, Monterey, California, ,.,,here he received the degree of 
Bad1elor of Science in Aeronautical Engineering in Jtmc 1960. Continuinc 
his study in the field of aircraft structures at Stanforcl University, he 
received the degree of Aeronautical Fngineer in 1961. 
Ile was next assigned to Patrol Squaclron O~'E at l'Jhic1bey Islan<l, 
Wasilin6 ton; followed by a tour aboard t!1e l 'SS YORJ(fOl\'?·l as :-luclear 
1·:eapons Officer where he qualified as 00D tmcler,-,ay in .fonnation. 
Following graduation from the Arrneu r-orces Staff College at :lorfolk 
in 1966, he was an Aeronautical Engineering Instructor for two years at 
the Naval Academy, Annapolis . During this tour he was active in Computer 
Aided Instruction, exploring the use of time-sharing computer tenninals 
in tl1c classroom. 
After being selected for Aeronautical Engineering Duty, he dmnge<l 
designator to the rest r icted line in 1968 and served two years in the 
:faval Air Systems Coll11!1ail<l Headquarters, Washington, D.C. 
In May 1970 he reported to the Naval Postr,ra<luate Sd10ol, ~tonterey, 
California. He has Leen the Curricular Officer for Aeronautical 
En&ineering since July 1971 and is Program rfanager for Educational 
Cmmseling in the newly established Office of Continuing Education. 
In addition, he is Chairman for the Graduate Education Subcorronittee for 
the Interservice Training and Review Program, coordinating efforts of 
the four services to improve graduate education programs and inter-
service cooperation. He is a member of Sigma Xi and the American In-
stitute of Aeronautics and Astronautics. 
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GJz.a.duate Schoot Se.le.cti.on Boa.ltd. 
S. D. MCLEOD, JR., LCDR, USN; B.S., 1971, Naval Post 
Graduate School, candidate for M.S. in Computer Systems 
Management. 
Th..i.-6 pa.pelt. r.cw Aubm.lt:te.d to PJw6UAoJt Ho.It.ton 60.1t 
Man.o.ge.Jr.ial. Econom.lCA, MN 314 3. 
Armually, in mid or late sunmer, there occurs an evolution 
at the Bureau of Naval Personnel which generates mixed emotions 
for literally thousands of naval officers. The Postgraduate 
Education Selection Board creates disappointment in some of those 
selected for a program and for most of those not selected who 
applied for a program. The majority of the board members are 
reluctant participants ordered to duty on the board in addition 
to their regular jobs which naturally suffer from neglect in 
their absence. Assignments to new duty stations are sometimes 
delayed because an individual's record is tied up in board 
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proceedings. Officers who visit the Bureau of Naval Personnel are frequently 
frustrated by having to wait an mreasonable length of time to view their 
personal record. Additionally, there are some people who are opposed to the 
present concept of advanced education [1:43] while others praise it [2]. 
The Postgraduate Education Selection Board is charged with selecting 
" ••• those officers best suited for courses of instruction in the Postgraduate 
Program based on the individual officer's desires for Postgraduate education, 
professional record of perfonnance, promtion potential, prior educational 
record, and the needs of the service." [3:4). This would seem to indicate 
that selection for postgraduate education could be defined as a fmction of 0 
five variables. Like most simplifications of complex processes, it is fomd 
after only cursory examination that the variables are complex fmctions in 
themselves. 
Analysis of an individual officer's desires for postgraduate education, 
for exaq>le, will reveal that, among other things, the following factors enter 
the picture: 
1. The officer is asstuned to be aware of the programs available to 
him/her and of his/her eligibility for various programs. Too 
often the junior (and sometimes the not so jmior) officer will 
indicate a preference for a program with a glamorous somding 
name, one that has been discussed in his/her presence, or the 
best one "to get your ticket pmched." 
2. Preferences are assuned to be transmitted to the selection board. 
Individual officers must assune that their preference card was 
properly transmitted to the Bureau of Personnel , that the correct 
infonnation was extracted from the card, and that their service 
record was directed to the proper selection board subpanel. The 
subpanels in tum must assune that the stack of records they are 
to review are all of the eligible applicants for a given program 
for the fiscal year. An eligible applicant in this case is one who 
is in the year groups to be considered by the Board [4]. Opportu-
nities for errors abomd. 
3. All officers with certain designators who are in a given year 
group or jmior are considered for an mdesignated technical pro-
gram at Naval Postgraduate School even if they do not indicate a 
desire for postgraduate education or if they indicate that they 
do not desire postgraduate education. In addition, all officers 
who indicated a preference for postgraduate education, but were 
not among the selectees for their choice of programs are considered 
for the technical programs if they have the proper designator and 
fall within the appropriate year groups. Year group eligibility 





4. The intensity of the individual's desire for postgraduate 
education is an tmknown. If selected will the aviator 
really accept orders to the Aeronautical Engineering Curric-
ulum at M:mterey or was this merely indicated as a choice on 
a preference card to "see if I get selected" or else to give 
what is believed to be a good impression to a promotion 
selection board. Unfortmately, some officers do indicate 
a postgraduate preference with no intention of attending 
school if selected. Postgraduate education with the U,S. 
Navy is volmtary after selection. 
As can be seen by the preceding, the complexities of selection 
candidates for postgraduate education can be ovexwhelming. Fortunately, 
the selection board does not have to make an objective analysis of an 
individual's desires. Applicants are assumed to be equally motivated 
and those screened for the mdesignated technical programs will have 
an opportmity to make their desires known after selection. Likewise, 
the board is not burdened with detennining the needs of the service. 
This infonnation is provided in the fonn of a quota plan which acts 
as a constraint on the numbers selected for education in each program. 
This allows the board to concentrate its efforts in the areas of pro-
fessional record of perfonnance, promotion potential, and prior 
educational record. Even so, the task is mom.unental when confronted 
with the service records of 15 ,OOOt individuals. 
Since the method of perfonnance evaluation of an individual 
at any given time is based on the same parameters used to rate all 
of his/her contemporaries, an approximation of an ordering of candi-
dates by perfonnance can be arrived at after sane adjustments for 
inconsistent grading teclmiques by seniors are made. Similarly, 
proJJDtion potential becomes a matter of canparison of the ranked 
candidates with the probable promotion percentages (with consideration 
given to a safety factor for the cutting point and some judgment). 
Both of the preceding then are a function of and derived from the 
officer's fitness report history. This reporting system is closely 
monitored for completeness and inconsistencies. Thus, periods not 
covered by a report are quickly identified and action taken to correct 
the deficiency. 
Prior educational record is probably the most canplex fmction 
affecting an individual's selection. The many parameters associated 
with academic potential and performance often result in conflicting 
opinions when the same record is viewed by two different persons on 
the same selection board. It must be remembered that the selection 
board is composed of officers who may have seen hundreds of fitness 
reports, or who may have written hmdreds of reports for that matter. 
Very few officers, however, have viewed transcripts fran more than 
one or two colleges. 
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Missing transcripts and incanplete transcripts are probably the two 
biggest problems confronting someone attempting an evaluation of the academic 
perfonnance of naval officers. For various reasons entire groups of U.S. Naval 
Academy graduating class transcripts do not get entered into service records. 
An officer comnissioned through the Navy Enlisted Scientific Education Program 
(NESEP) may have his transcripts entered in his enlisted record which is 
separated from his officers record. The enlisted record is not presented to 
the postgraduate selection board unless a special request is made for it since 
the board nonnally receives only the officer's selection board file and fitness 
report file. Incomplete transcripts may arise from any nunber of causes such 
as improper transfer of credits, failure of a registrar to send the latest o 
infonnation when a transcript is requested, and possibly the fact that a com-
plete transcript (one showing the degree awarded) does not exist. Cn occasion 
line officers have been conmissioned without completing a college education or, 
in some cases, with no college education at all. The major reason for incom-
plete transcripts among the records of j uni.or officers appears to be the adminis -
trative processes leading to a camnission. There is a requirement that candi-
dates for a conmission submit an application along with their transcripts some 
mnths prior to the time they will be available for Officer Candidate School 
or assignment after NROTC completion. Since most of those entering military 
service desire to do so shortly after graduation, their application is submitted 
prior to actual graduation from college. If the individual is accepted and 
conunissioned, the final transcript is rarely placed in his service record. This 
discrepancy can and does lead to failure of an individual being selected for 
postgraduate education with the possibility of a less qualified person being 
selected because his record was complete. 
An attempt is made to rectify the discrepancy of a missing/incomplete 
transcript by having the selection board member who discovers the problem fill 
out a "fonn" postal card for transmittal to the officer concerned. There is no 
guarantee that the officer will receive this card since it is addressed to the 
best mailing address available in the service record and not necessarily the 
officer's current address. Since the card is rather unofficial looking, al-
though it is stamped "OFFICIAL BUSINESS", the response is not the ioost desirous. 
As an alternative to the present process, a more effective method of 
academic evaluation is proposed. This proposed method should result in an im-
proved effectiveness in detennining those best qualified academically for post-
graduate education while at the same time allowing future selection boards to 
concentrate on more effective professional performance evaluation. In relative 
terms the cost of the proposal would not appear to be high from a financial 0 
sundpoint. 
First, academic transcripts of all U.S. Navy officers,should be kept at 
a central location point and preferably not at the Bureau of Naval Personnel. 
Since Naval Postgraduate School is the major participant in postgraduate educa-
tion for naval officers, this conunand would appear to be the optimun location. 




The postgraduate education selection boards should no longer 
attempt to evaluate records for academic perfonnance tmder present 
guidelines. Currently, effectiveness of this evaluation is a :ftmction 
of the following: 
1. Availability of canplete records at the time of the board's 
meeting. 
2. Previous experience of the eval:mtor in dealing with 
academic transcripts. 
3. Time available to a board member to evaluate a record. 
4. Biases of the evaluator. 
Items 1 and 2 above were pnviously discussed. The second item varies 
considerably while the selection board is in session. Most board 
members have not had any experience in this area at the outset. By 
the time two weeks have elapsed their expertise has increased many-
fold as indicated by the nunbers of records processed by each member 
in a day. The third variable is related to the number of applicants 
for a given program. The more applicants there are, the less time 
there is available for evaluation. Those items which bias an 
evaluator are difficult to define, but would include the academic 
backgrotmd of the evaluator, the program for which he is evaluating 
applicants, and opinions as to the difficulty of curriculuns at 
various institutions. 
To eliminate or reduce the problems associated with current 
selection board evaluation of academic records, the task should become 
a full time job utilizing someone from the education administration 
field. It would probably involve the hiring/assignment of two persons 
familiar with academic records or saneone capable of being trained 
for this. These individuals would fit into the organization of the 
Naval Postgraduate School under the jurisdiction of either the Dean 
of Curricular or the Continuing Education Officer. Their task would 
be to screen the applications for postgraduate education to determine 
academic eligibility for the program(s) requested. Those applicants 
who were academically not eligible for the program(s) of their choice 
would be notified of the nature of the deficiency and the means of 
correcting it, if appropriate. If the applicant were eligible for 
a program, an evaluation would be made and the officer would be in-
fonned of the academic evaluatioo as would the next selection board 
which considered his application. The proposed changes would insure 
that only those academically eligible would be considered for any 
program. 
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Counter argunents for retaining the status quo will most likely con-
centrate on the increased cost of a full time office to evaluate and screen 
academic records or else on the prospect of civilian participation in the 
selection process. The cost is not what it would appear to be at first glance. 
If the assunption is made that the additional personnel costs would be in the 
vicinity of $60,000 per year including fringe benefits, this must be canpared 
with the cost for personnel for the selection board. The most recent selection 
board (FY 76) comprised 93 members, advisors and recorders. If the full time 
members and recorders (83) are considered, their cost for the month the board 
was in session was $154,709 [3,6]. This figure does not include the cost of 
the advisors, observers, or pennanent selection board support personnel. It 0 
would be reasonable to assune that 40t of the board members' time is spent in 
academic evaluation at a cost in excess of $60,000. 
As far as civilian participation in the selection process is concerned, 
it can be observed that civilians detennine the achnissability of students to 
those civilian institutions which officers attend tmder the present system. 
Additionally, it may be argued that a civilian may legally write a fitness 
report on a naval officer [5] and this is often done in practice. A fitness 
report evaluation is critical to most selection processes and is in no way 
limited to the postgraduate selection process. Therefore, it may be concluded 
that civilians already participate actively in the current process. 
The principal benefit of the proposal being submitted would be a more 
effective academic record evaluation in relation to selecting candidates for 
advanced education. With the burden associated with the current procedures 
removed from the selection boards, effectiveness of perfonnance evaluation 
should also increase. The result should be the ability to identify those best 
qualified to meet the needs of the service rather than identifying most of 
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INTRODUCTION 
The Problem: 
One of the problems confronting a military planner in an 
industrialized Western nation is the difficulty of hannonizing 
long tenn manpower objectives with the short tem requirements 
of political, economic and strategic considerations. This 
difficulty can be simply expressed by recognizing that it takes 






for a senior managerial position in the military, yet other considerations 
(political and strategic in particular) demand that the actual force structure 
and size be capable of expansions and contractions within a three to five year 
period. 
This requirement is shared with sane non-military establishments but 
the problem for the Services is exacerbated by the tmique demands of the military 
in that: 
a. There is limited lateral entry into the military, especially at 
the senior levels where it is not feasible to directly recruit 
from the external labour supply. 
b. Both in peace and war time the force must contain a high proportion 
of young and vigorous individuals who can supply the necessary 
physical stamina as well as the essential enthusiasm and adaptability. 
c. Long tenn service in the military requires a special commitment 
to it as a way of life. 
A Possible Solution: 
One approach to dealing with this problem is to decide on a blending of 
the force structure between career (long term) and non-career (short-tenn) 
people. The rationale being that career people will provide the long tenn 
(twenty years) force nucleus and the required short tenn (two to five years) 
responsiveness will be achieved primarily by manipulating the flow of non-
career people. 
Figure I provides a hypothetical model of how such a system would work. 
Here, the approach is to establish upper and lower level botmds beyond which 
(excluding general mobilization) it is felt the Government policies or their 
requirements will never require the system to operate. It is assuned a 1:2 
low to high, level force ratio exists and that a total force concept is employed 
whereby a major rapid expansion would be accomplished in the most part by the 
use of Reserve forces. 
The force is composed of fifty per cent of people mder the age of twenty-
five years, thirty per cent from the age group twenty-five to thirty-eight and 
twenty per cent in the over thirty-eight age group, with a possible upper limit 
of sixty years old. The detennination of force structure by age group is im-
portant because studies have shown age and employment pattern (including reten-
tion rates) to be highly correlated based on knowledge of retention rates. 
Figure I also shows how the force will be canposed of varying moounts of career 
people. The jmior career group will be the smallest percentage (in absolute 
teID1S it will be the biggest) when compared to the senior career group which will 
be the largest percentage and the middle career group will lie between these 
two. This relationship shows how the problem will mainly be one of assuning 
lS 
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supply of short tenn people into the junior and middle segments. 
The system would be operated by having the career force structured 
so as to approach as closely as possible the low level bound which 
would usually be below the actual authorized strength pennitted by the 
Governments' policies existing at that time. In practice it is assmed 
that the authorized force strength would show fluctuation with a time 
span of three to five years. Figure 2 is a hypo.thetical representation 
of how the system may function. Whilst ideally the actual force size 
would agree with that authorized practical considerations, not the 
least being. The military has to react to Government decisions and 
not usurp their prerogative to detennine defense posture, will define 
the actual level to lag somewhat behind the authorized level. The 
management of this lag will then be achieved mainly by controlling 
the supply of short tenn people and hopefully the career prospects 




Against the background of this need for short tEm people, the 
aim of this paper is to briefly examine the behavioral aspects associated 
with an individuals decision to enter into a short term of military 
service, and then to offer sane suggestions as to how the military could 
enhance the attractiveness of such a period of service. 
Throughout the discussion it will be ass1.DT1ed an all volunteer 
force is being considered, the nation is at peace and no musually 
strong economic factors are operating; e.g. depression or boom. 
1HEORETICAL CONSIRUCIS 
An understanding of the motivational factors influencing occupa-
tional choice requires exposure to such classical works as those of 
Maslow, Herzberg and Vroan. From those it is possible to grasp the 
importance of a hierarchy of needs, that people will need more than 
attention to matters of pay to experience "job satisfaction" and that 
some fonn of goal congruence will be sought between the potential 
employee and the organization. It is also necessary to recall that 
in popular stereotype, or more accurately caricature, the military 
image is not consistent with many of the more highly prized dimensions 
of the work place. In particular many people are unaware of the poten-
tial for self development and the high order training in teclmical 
skills that military service can offer. There is also a strong tendency 
to believe that mi~itary service will deprive the individual of much 
of his personal liberty and so deny him the feeling of fate control, 




















this impression should still retain as much currency at a time when the military 
itself is being subjected to a fonn of demilitarization "e.g. one report claims 
that only one military person in five currently perfonns a purely service re-
lated job which has no close equivalent in civilian life" [Beam 1973] • 
.An appreciation of the considerations surrounding people at the various 
stages of their life is also essential. There is evidence (Super and Bolm 
1970] that an individual passes through up to five vocational stages in his 
life time ranging from his early childhood days of developing self concepts 
through to the period of ultimate decline. Passage through these stages is 
affected by personal (psychological and social) characteristics as well as by 
the intervention of teachers, counselors and employers. Socioeconomic differences 
are also apparent. Experiences such as marriage, greater awareness of ones self 
and the environment and a fuller appreciation of ones potential all mean that 
individuals in the different age groups will perceive of themselves as fonning 
different needs. Thus they will evaluate the wisdom of a period of military 
service from different frames of reference. Surveys suggest potential junior 
enlisted men will look closely at opporttu1ities to travel, to receive paid 
college education, or some fonn of skills training and will want to say in the 
choice of assignment. Junior officers will probably be more interested in the 
provision of advanced education, self development opportunities and the idea 
that by serving in the military they will not put themselves at a competitive 
disadvantage with their peers in civilian employment. Members of the middle 
age groups will show special interest in matters relating to the welfare of 
their families and will be especially concerned with conditions of service. 
Many will also have interests, either professional/technical or social, outside 
of the military which will give them their main source of satisfaction. They 
will look to the Service mainly to provide security or sane fonn of experience 
they value. 
In attempting to develop an overall profile of the non-career type 
compared to the career military person, it is interesting to note the work of 
Kaplan (1962) who used seven characteristics to distinguish them: 
Otaracteristic 
1. Security Consciousness 
2. Independence of action 
Career 
Greater Consciousness 
Either lacks desire 
for independent action 
or shows ability to 
fonnulate indepen-




More of a risk taker. 
Greater confidence about 
civilian employment. 
Feels constrained by 
mili tary life style, 
greater desire for 
independence of action. 
Characteristic Career Non Career 
3. Confidence in occupa- Less confident about Greater expectations 
tional self sufficiency civilian expectations. with civilian employ-
More confident about ment. 
expectations with 
the service. 
4. Military and civil- Highly valued Little value in 
ian status symbols reacting to status 
symbols. 
5. Desire for individual Low. Group High. 
recognition of effort recognition more 
important. 
6. Own supervisory Confidence of own Not as confident, 
ability ability especially more confident 
in large groups. with small groups. 
7. Acceptance of Do not perceive See regulations as 
authority service regulations a limitation on 
as hampering initia- actions. Object 
ti ve. Willing to to assigmnent under 
accept any assign- adverse conditions. 
ment. 
This comparison does in some ways seem a little superficial as it 
concentrates more on the i.nmediate job environment rather than the 
overall feeling of self fulfillment an individual may be experiencing. 
It neglects such important issues as the immediate family's attitudes 
and the individual's feeling of the relevance of the military profession. 
However it has merit in that it highlights some essential differences 
in attitude between the career and non career types. It would seem 
that the career person finds the military way of life agreeable albeit 
for a variety of reasons, whereas the non career type does not. How-
ever for his own reasons the non career person may find it acceptable 
to serve in the organization for a limited time. Braunstein (1974) 
0 
in studying the attitudes of non career physicians found they complained ) 
of a lack of job satisfaction, had a dislike of the job context and ( 
really only enlisted (excluding draft motivations) to take advantage 
of an opportt.Dlity to receive income whilst conteJl1)lating their future 
and also to obtain the advantages of the available educational and 
training facilities. 
Research by Broedling (1974) on the presence of "internals" 
(i.e. people who see themselves as acting on the world) and "externals" 
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(i.e. people who see the world acting on them) in the Navy found that according 
to her sample results Navy people were generally more internal than the pop-
ulation and certainly more so than college students in particular. Broedling 's 
Navy sample consisted primarily of career people and her results tended to 
support .Kaplan's view that some people can accept and learn to live within the 
military system and simultaneously feel an exercise of personal initiative and 
influence. Broedling suggests those that can not usually leave after one tour 
of duty. For the career people it is also interesting to note Broedling 's 
observation that the service concepts of a clear chain of conmand, accomtability 
and responsibility actually stimulate in those individuals a greater sense of 
personal growth and satisfaction than they might feel in a more loosely struct-
ured situation. 
SUGGESTIONS FOR TI-IE FU1URE 
It is fairly clear that people who decide to make the services a career 
are motivated by a variety of reasons and will have just as varied hopes for 
the future. However, it does seem valid to generalize and claim this group 
will be characterized by a feeling of satisfaction with the military life style 
and a general conviction that the military as such fulfills a meaningful role 
in society. However, the group of particular interest to this discussion is 
that which has been described as non career. They also have a variety of 
motivations for joining the services but in general they will experience less 
satisfaction with the overall experience of service life and in many cases 
they accord the profession of anns less prestige. For them the services will 
be merely an opportunity to 100ve towards some personal long tenn goal or to 
provide a holding position tmtil they go onto sooiething else. 
As previously discussed the military can make use of both groups of 
people and it is now proposed to offer sane suggestions as to how the supply 
of non career individuals can be managed to the mutual benefit of both parties. 
Attitudes: 
Initially both to increase the supply of available manpower and to intro-
duce more responsiveness into the system there must be some attitude changes in 
various areas. 
The nation as a whole must be shown that the military forces have more 
O than the most rudimentary skills training to offer. They must be acquainted 
with the ability of the services to offer rewards beyond the low level needs 
fulfillment. Whilst many people appreciate the services can offer training, 
all too often the training being offered and considered is pseudo tedmical and 
the ability of the services to offer higher level skills and personal develop-
ment is not appreciated. 
The higher level policy makers in Govemment must realize that defense 
does not cane cheaply now. Calls to patriotism and self sacrifice for the 
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good of the nation are either heard by a few or are mable to be 
answered because of other comitments. It must be recognized that 
me of the biggest drawcards, for those who are aware of it, is the 
services' potential to increase an individual's ht1t1an worth by train-
ing him and giving him an opportmity to find self development whilst 
at the same time providing for his security needs. Besides attempt-
ing to widen the general knowledge of this incentive the policy makers 
must allow the military to maximize their use of it by offering train-
ing courses in a more generous fashion. By this I mean it has been 
traditional to demand a payoff for any valuable training given and to 
restrict training to certain areas where a clear correlation with C 
military duties is seen. As previously discussed military and civilian 
occupational skills are showing a tendency to fuse and at the same 
time people are feeling a need for more fate control and an opportmity 
to achieve self detennination. Against this backgromd the Govern-
ment should recognize it may be self defeating to demand periods of 
payback service for training and to deny individuals the opportmities 
to develop their talents in one area because it has no apparent military 
application. Whilst this is not a call for the transfonnation of the 
military into a wholesale surveyor of education, it is suggested a 
more liberal policy should be adopted, consistent with the operational 
and financial constraints that must be considered. It should also 
be recognized that skills and personal development training by the 
services benefits the nation as a whole as once the serviceman re-
enters the civilian work force he is a more valuable hlDTISJl asset to 
any organization. 
The military itself must also recognize the need to closely examine 
its own attitudes. As mentioned previously it must strive to show 
the nation what it really has to offer and ensure that the highest 
possible standards are maintained to attract people of the desired 
calibre. 
Probably more attention JJDJSt be given to the ''whole man" concept. 
Instead of seeing an individual as one extra serviceman it should 
think of the person in both his domestic and work role. It must take 
more account of the difficulties service life can create for the 
family mit and offer the indivi dual a sympathetic hand in times of 
difficulties. The impact of the women's movement and the increasing 
nunber of career women may mean even further problems for individuals 
in the military. Possibly more flexibility should be introduced into 
job assigmnents to allow members to spend an increased ammt of time 
in a given geographic area. 
Another aspect worthy of consideration is the military's tendency 
to insist on contracts of service. These may be based on valid reasons, 
but the suggestion is they are relics of an era of mique military 





As many individuals stress the need for fate control and at the same time express 
ignorance of the service it is feasible to suggest sane worthy people reject 
a period of militazy service because they see the "service contract" locking 
them in. If the service contract is considered essential then possibly it should 
be reduced to the minimum feasible length and potential enlistees should be 
allowed an experience tour (a probationary period for both parties) before being 
required to sign on. 
The militazy should also re-examine the policy towards tennination of 
service and subsequent re-entry. There is a tendency to firstly project same 
hostility towards the individual who decided to exit. Then, if at a later time, 
he should apply for re-entry he is treated somewhat like the recalcitrant child 
in need of pmishment. Obviously the rights of those who stayed in the employ 
of the military must be given equitable safeguards but it should not be treated 
as an musual or threatening act for someone to try his forttmes elsewhere for 
a time. In fact there is a lot to be said for allowing employees to gaze in 
other pastures if they so desire. For some it will be a chastening experience 
as they realize they have less potential than they had anticipated and for 
others it will strengthen their conviction the military way of life suits them 
best. 
The militazy has always paid attention to the welfare of its members but 
as history reveals frequently this attention was motivated by pragmatic con-
siderations which, whilst entirely consistent with the social norms of the time, 
are no longer valid. The 19701s have been heralded as the decade of people 
(Beam 1973) and as already suggested, the military will have to pay more attention 
to the ''whole man" concept. Further to this it is recommended that consideration 
be given to ways of allowing individual attitudes and opinions to be heard up 
the chain of comnand. Use of surveys, discussion groups and an open door policy 
are helpful, but deeper approaches such as a military industrial relations 
organization need consideration. Possibilities such as an Onbudsman, a Trade 
Union organization, or a Military Association spring to mind as ways of giving 
an individual a voice in the conditions mder which he serves. Probably an 
Ombudsman would not be able to react protrq)tly enough to local issues and as 
Trade Unions are tainted with the image of mreasonable militancy, a military 
association may prove ioost effective. There is no suggestion here of eroding or 
debasing the essential chain of command, but merely of supporting it by offering 
individuals an accepted method of ensuring their views are being taken into 
consideration when decisions affecting them are being made. It should also be 
noted such a system would provide policy makers with a means of detennining the 
attitudes and mrale at the various levels within the organization. 
Decentralization: 
As revealed by surveys, one of the persistent criticisms of the military 
organization is the feeling of a lack of an opporttmity to exercise independant 
action. This feeling is probably best described by the saying of having to 
"do things by the book". Whilst many career people would not agree a nunber 
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apparently do and the evidence suggests that the majority of non-
career individuals apparently perceive this as a major disadvantage 
to service employment. Understandably a complex structure such as 
the military must have a n\DJlher of instructions guiding members in 
their duties, but there does seem to be a tendency for these instruc-
tions to be overly restrictive and in many instances it is not so 
much the instn.JCtions per se that are at fault but rather their 
implementation. Senior officials become \Dlduly anxious about de-
viations from their interpretations of policy guidelines and either 
refuse to delegate responsibility to others or insist on exercising 
the most critical supervision of their subordinates. The system 
is also being driven to centralization because of the use of canplex 
data processing equipment and the advent of highly sophisticated 
cormrunications systems which elevates virtually all the non routine 
decision making to the higher levels of conwmd. 
Toe incompatibility of these developments with current social 
and personal values is obvious and steps must be taken to reverse 
the trend. Cormnanders must be trained to become mre skillful in 
the art of delegation and they should be encouraged to see their 
role as more than of a tutor than critic. Within reason they must 
be prepared to give their subordinates "a chance to fail". 
Ironically the group who can suffer most fran being oversupervised 
are the middle managers, who as jtmior leaders, were given a fair 
degree of independence because the tasks they were assigned had 
relatively short-tenn ~acts and so their superiors were willing to 
let them experiment. However, further up the ladder the tasks have 
a longer gestation period and failures in this stage are seen as 
having potentially mre serious repercussions. Thus the tendency 
is to centralize decision making to a greater extent and to weaken 
the offical's power of independant action. The net result is to 
doubly frustrate the person who feels he has by now acquired the 
necessary skills and experience to successfully solve the problems 
given to him, or to know when they are beyond him, and yet he is not 
allowed to test himself. A greater trust of subordinates is needed 
(less theory X) and this should be coupled with rewards for those 
who succeed and equitable losses for those who do not . It should 
also be appreciated that it is at the middle management level (both 
officer and enlisted) that a fom of plateauing in the services' 
demand for expertise occurs as the middle of the structural pyramid 
is reached. J.bre job discretion at this level would thus permit an 
additional ongoing process of selection to assist in identifying those 







One of the practical key points in the use of short term personnel is 
to ensure that they do not suffer material hardships. Whilst this discussion 
has placed great emphasis on the intrinsic factors involved in service eJT(lloy-
ment it would be remiss if no attention were paid to the mechanics of how to 
avoid workers feeling "job dissatisfaction". 
Probably a fundamental requirement would be to ensure workers would not 
sacrifice pension or retirement benefits if they moved between rnilital}' and 
civilian employment. They should be guaranteed a retirement benefit at least 
equal to the one civilian employment would have ensured them and if necessacy 
the benefit should be adjusted to compensate them for militazy service where 
such service results in a contracted career span. 
A scheme of salacy stabilization would be most des ireable. By this I 
mean if an individual was asked to leave the service because of force reduction 
he should be given a reasonable period in which to find a new job and during 
this period his salacy should be continued. If because of service connected 
reasons he is unable to find a job at the level he would be entitled to expect 
the militazy should subsidize his salazy for an appropriate period of time -
probably based on the length of his service. 
To facilitate toovements of individuals both into and out of the militazy 
and to act as an additional enlistment incentive arrangements could be made 
with major cornnercial organizations and other Government departments for 
people to be guaranteed employment with them once their period of militazy 
service is over. This has obvious appeals to the rnilitacy and for the other 
departments and organizations, it offers them a supply of trained and relatively 
experienced people who possess certain personal traits which they whould find 
agreeable. If necessacy representatives of these organizations c.ould participate 
in the militazy selection process and only accept people for the scheme who 
fulfilled both their and the militazy's entrance requirements. 
Rank Structure: 
Whilst surveys have shown that a clear rank structure is supported by 
career members of the force it has been suggested that for short tenn people it 
can be a source of irritation (Bra\DlStein 1974). It can also be argued that 
having to place non career people in certain rank categories is at variance 
with the logic of the military pay system. Traditionally, and I believe for 
career people it still applies, individuals were remunerated on the pure pay 
method of time spent. This was necessary to allow for the exigencies of the 
service and still seems to be valid. However, for short tenn people the inten-
tion is to hire them to fill a given need in the organization, i.e. virtually 
to do a specific job and therefore they should be paid based on that job. Under 
these c.onditions it would seem they should obtain their "rank" from the particular 
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job they hold and to avoid conflicting with the career force it is 
suggested consideration be given to an ostensibly rankless non career 
force who derive their status from the particular job they hold at 
any one tiJle. This arrangement would also provide increased flex-
ibility in enq>loying non career people as they could be more easily 
deployed into areas where their skills seemed most appropriate at 
any one time, as well as giving them an increased opporttmity to 
remain longer in a geographic area by job transfer if they so desired. 
CONCLUSION 
This discussion has attempted to develop the argunent that, 
provided certain steps are taken, it is realistic to believe that a 
viable military force can be established and maintained on the basis 
of a mixture of career and non career people. 
Space constraints have prevented the discussion of related issues 
such as the relative proportion of career and non career people and 
the place of civilians and reserve forces in the scheme. However, 
the basic point is that use of non career personnel is feasible 
provided it is recognized they will be looking roore for an opporttmi ty 
to develop themselves and to fulfill personal goals rather than to 
find long tem self fulfillment in the services. Their association 
will be more on a mutual aid basis as opposed to the career individuals 
who find in the military per se a sense of satisfaction. Thus the 
incentives needed to attract the short tem individual, must have a 
slightly different bias to those aimed at the career person. For 
the non career individual he must feel he has nothing to lose by 
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In th,iJ, pa.pelt Lt T ampUn luu, enumeJuLte.d .the. gJtow.i.ng 
ne.e.d 601t it ttv.i.ew o 6 the. pou..cJ...u and p,,.e.j wU.c.u 4uJrJtoun.cU,,,g 
e.vo.l.tt.a.t.i.on  6 women .i.n the. Alune.d Fo1tc.u. The. au,th.01t lvc.ie.6ly 
p,,.ue.nu the. bac.k.gJtoun.d 06 the. cWVte.nt cLU.e.ma and o66Vl4 4ome. 
con4.tlwc..t.i.ve. c JrU.i.eum on pJtog-'talM 601t he. 6utwt.e. women .i.n 
un.l.60 ,un. 
J. A. TAMPLIN, JR., LT, USN; B.S., 1967, U.S. Naval 
Academy; candidate for M.S. in Personnel Management. 
Thu pa.pelt ~ 4ubmltte.d ~ P1ta6U1to1t P. CoUJLtn.e.y 601t 
Pe.Jt6oMel Evaluat.lon, &W 4115. 
"Pe.1t601tmance. a.ppJr.ai,6al., 4y4u.ma:.tl.c olt othe/'UA1.l6e., 
.i.4 una.vo.i.ddble.. ModeJr.n oJtganiza.tion4 4e.e.k data. 
on .i.ndiv.id.tuz.t pVL601Unance. ~ vaU dD.te. de.c.u.lon4 
ma.de. ht clutJt.i.bu.ti.ng compe.n4dt.lon, .i.n a.U.oca:ti.ng 
pe.opte. ~ job4, in 4ele.c.:ting new membVl4, and ht 
ddv.i.4,ing .i.ndiv,<.dual.6 on ~4 o 6 .impJtov.i.ng .thw. 
own pVL601tmancu." 
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This quote fomd in Ref. 24 essentially suns up the reasons for the 
importance of personnel evaluations. It also serves as a synopsis of the 
areas in which problems will arise if the evaluations given to servicewomen 
do not receive the same attention and are not prepared with the same standards 
and lack of bias that men receive. If the Services retain their present tests 
and evaluations which are given to men, a change will have to be made so that 
women are also appraised by these same methods or these methods will have to 
be changed to properly reflect the abilities and perfonnances of men and Wallen 
mder the same conditions. 
BACKGROUND I FORMATirn 
As of 1 July 1973, the United States committed itself to a new era of 
military personnel recruitment - the All-Volunteer Force (Ref. 4). The 
inmediate result of this change was a drastic reduction in the quality and 
quantity of available manpower among which the Services had to select personnel 
to fill their needs. <me of the first reconmendations presented to meet this 
manpower gap was the increased utilization of servicewomen by increasing their 
ntlJlhers and opening additional career fields to them. This thinking was wiced 
by the then Secretary of Defense, Elliot P. Richardson, who stated in Ref. 15: 
"An ,i.mpolttan,t conA.i.deJta:ti.on .i  -i.mpleme.n.ting .the. All-Vol.wtt:.e.e/1. 
Fo1tce. ~ the. poun:tial. tJr.ade-066 buwe.en men and wome.n. By 
e.nl..il,ilng moJte. wome.n, 6e.we.Jt me.n ha.d to be. UIU.l,.ted. Al.4o, 
be.C4LL6e. the. pJt.Opoltti.on 06 wome.n .in the. Mme.d FoJtcU wu much 
~maUeJr. than .t:ha..t 06 men U wa.s compalULti.ve.ly e.461J to mtWita..i.n 
h-lgh quaLU:y ~hutdaJuu among wome.n e.ntlu.tA." 
Fran the incorporation of servicewomen other than those in the medical 
corps by the Women's Anned Services Integration Act of 1948 until 8 November 
1967 when President Lyndon B. Johnson signed Public Law 90-130, there was a 
two per cent ceiling on the .number of women that could be in any branch of 
the Services (Ref. 12) • Even after this bill eliminated the ceiling, the only 
branch that even approached two per cent prior to the initiation of the All-
Vollmteer Force was the Air Force in 1972, just a year before the change (Ref. 
10) • As a result of the success the Services have experienced the recruitment 
of women, the goals set for total nunber of servicewanen have been revised 
almost yearly. An example of this success was the initial goal of the Women's 
Army Corps to double its 1972 strength, approximately 13,300, by 1978 set in 
October 1972 as compared with its new goal to triple its 1972 strength by 
1978 set in September 1973 (Refs. 21, 22, and 25). 
Coupled with this increase in the nll!lhers of servicewomen in each of 
the Armed Forces has been the opening of many additional career fields to 
wanen which had previously been for men only. A chart contained in Ref. 2 
depicts the significant increases in the number of these fields that were 






eve of the All-Volunteer Force, October 1972. The Army had open , 
89 per cent compared with a previous 39, the Navy had 96 per cent 
with a previous 24 and the Air Force had 98 per cent compared to 
the fonner 51 per cent. <illy the Marine Corps showed a decrease 
over this period from 36 per cent to a new 31 per cent, but this 
also has changed with warten now being able to enter 28 out of a 
total of 39 occupational fields available to male Marines (Ref. 18). 
The Arrrrt and the Navy since this date have opened additional fields 
to wanen so that now all enlisted ratings in the Navy are open to 
women and 443 Military Occupational Specialties (K)Ss) out of a 
total of 482 are open to women in the Women's Artrr;' Corps (Refs 16 
and 19). 
" •••• a:t the. he.aJtt 06 the. women'~ .Ube/Ult.ion movement 
.l6 a. h.i.mple du.ur.e. by women t.o be. .tJr.e.a:te.d 46 i.ndi..vl dual/,, 
•••• women Me. a.6 k.ing, o 6.ten demanding, t.o ha.ve. 46 many 
op.ti.onli a.nd oppolLt.wt,lt.i.u 601r. .U6e., .Ube.Jt:ty an.cl the. 
i.ndi..v.i.duat pWUiuU 06 happ.utUh a.6 men have.." 
This statement folDld in Ref. 9 SlDl1S up the essence of the 
women's liberation movement. This movement has been responsible for 
the campaign which culminated in the passage of the proposed Equal 
Rights Amendment through Congress on 22 March 1972 (Ref. 20). The 
probable ratification c£ this amendment and the effects of the 
women's liberation oovement are already being felt by the Armed 
Services, and these conditions occurring in the era of the All-
Volunteer Force which requires the increased utilization of service-
women through numbers and abilities makes this movement a power that 
must be reckoned with if the Anned Forces are to maintain their 
current status. The importance of women to the very existence of 
the military . establis:tunent as it is today is reflected by a state-
ment fotmd in Ref. 7: 
" •••• Indu6.tJr.y ha.6 long de.pended upon the. 6emale. ma.jo/Li.:.ty 
a.6 a. howr.ce. 06 quaU6,i.e.d help, and to deny .the. Mme.d 
FolLCU ~.i.mlla.Jr. a.ccUh .to tki..6 ma.j OIL h e.gment O 6 the. 
manpowe.1r. pool CDul.d only weaken the. Na..tion '11 de.6e.nlie. 
o.1tga.n.iza:ti.on." 
Thus it is in the light of these extreme changes to the role of 
women, as it has existed in the past, that the problems that are and· 
will occur in the personnel evaluation of servicewomen 11D.1St be 
examined. It is also in this environment that the solutions to the 
problems must be devised by the Services in order to achieve the full 
utilization of servicewomen that is required to maintain the position 
of the United States as a military world power. As the then Secretary 
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of Defense, Elliot P. Richardson, stated in Ref. 4: 
' ,.We. ne.e.d to make. moJte. and be.ttu u.6e. 06 women. We. 4ay .th.l6 
not ju.6t be.caU6e. we.' Jte. 601t, ht pJLi.nclple., the. .idea. 06 a.41,Ulrlng 
e.qu.al.Uy 06 oppoJr:tunily to women. We.' Jte. not .ta.l.fwtg a.bout the. 
Ve.pa/Ltme.n-t 06 Ve.6e.n.6e. olt the. Se1tv.lc.u d4 ~.tlwme.nt.4 601t putting 
an end to .the. vu.ti.gu 06 di..6c.1Lim.i.na,tlon t waJul women. We.1 Jte. 
tal.Jung abou.t .the. ve.Jty cUlte.c;t .inte.Jte.4.t.4 o6 .the. Se.Jtv.ic.u, 601t 
.thel.Jt own puJtpo-6e.4, ht dohtg a. bate.It £ob 601t the. Unli:e.d St.a.tu 
.in the. e.Jta. 06 the. AU-Vol.unte.eJt Fo1r.ce.. ' 
We.' Jte. not .th.inking ht ~ o 6 wh.a;t; we. can do 601t. women, we.' ,tt. 
thhilwtg ht .teltm6 06 wha.t women can do 601t tL6 and 601t the. 
na.:ti.onat 4 e.cwuty. And 1 'm not. -6 Wte. tha;t we.' Ile. d4 lung them 
to do enough." 
1HE PROBLFMS 
"1 t .ii, cLi.6 1-cu..lt to JUttlona.li.ze. aJAJO.y tJAJo milU.on lJe.alt6 o 6 gu.t-
le.ue.J. emot.i.on .tha.t .lde.n:U6.i.e.4 woman d4 a. we.aku, le.4-6 c.ompe.U.tlve. 
6-lgUlle. •• • • 1t. U6e.d to be. 4eJWl.e.lrj d4-6wne.d by men and women alike. 
t:ha:t .i6 a. woman e.n:te.Jte.d the. p1t06u..sion1, ht olr.de.Jr. to e.xc.e..t. ht a. 
man' -6 wolLl.d, .lt tm.-6 only be.cau.6e. 4he. c.out.d not caJ;c.h a. hwband 
••• • 1 4U6pec;t .tha:t women cli.4c.ove.Jted e.alrl.y ht the. game. that .i6 
they wa.nu.d to be. a.cce.pt.e.d on htt.e..U.e.c.tual. .teJun6 the.y di.d not 
daJr.e. be. too a..ttM.ct.ive. .in 6em.i.nhte. .tellm4. Con1,e.que.ntl.y, they 
de.U.belta:te.J.y bwue.d .the.ilt 6emale.nu..s ht oJt.de.Jt to make. .the.ur. 
a.cce.p.tance. e.a.4.ie.Jr. not. only by .the. men with whom .the.y wolr.k.e.d, 
but by .the.ill wlue.4 •••• Sta.:t.l6ti.C-6, nwnbe.Jtb, 6.lgUJt.e.4 - t:Mdltlon. 
ha.4 .lt that. women do not undelt6ta.nd .thue. 6-le.l.cu ••• • Sec.and 
only to .the. gut-le.ve..t. 1Le.4pon1,e. .u, .the. ca1r.e.6uUy nWLtult.e.d 
and paht4.talungly .i.n.4:tlU..e.d 1.oclat 1tupon1,e. •••• " 
This statement by Dr. Doris Merritt of the Indiana University School 
of Medicine essentially suns up the problems facing those who attempt to 
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prepare personnel evaluations upon servicewomen in the era of the All-Vohmteer 
Force (Ref. 14). The overall problem is one of attitude and this can be further 
broken down into the two areas of male bias against working women in general, 
servicewomen in particular, and of the conflict situations faced by all working (J 
women. These particular problems are especially acute when placed in the era 
of the All-Volmteer Force and the growth of the women's liberation movement. 
Because of this environment there is a need for a revised 10le for women as 
dictated by society in order that women are no longer tied to the traditional 





A. NEGATIVE ATTI1UDE OF MEN 
"ThUJt. po:ten.tlai. c.a.pa.b.lllty ,l6 the. moA.t ..impoJLta.n.t. 
:thhig the. commande.Jt. ne.e.d.6 to know about: women. 
I~ he. goe.A along w.Uh :the. old my~ about: women 
no:t bei.ng p4ychoto9.i.call.y Olr. phyA.icall.y AuLte.d 
601t tkl6 , :that olt the. o:the.Jt. and h46 .ta.ken U 
~ goApe.l, :then he.' A not go..i.ng to pMpe.Jt.ly u.t:.it.ize 
women bec.a.u.6 e. he. ,l6 conv..i.nce.d .tha.t they have ce.Jr.ta..ln 
Umlt.a.ti.oM - wh..i.c.h :the.y may Olr. may not ha.ve., de.-
pending on :the. ..i.ncli..v.i.du.ah., not on :the. 6a& that the.y 
aJte. women." 
This statement by Brigadier General ~fildred C. Bailey, the 
Director of the Women's Army Corps, in Ref. 22 emphasizes the dis-
advantages that result if the negative attitudes of males in the 
Anned Forces toward servicewomen are allowed to persist. The 
results of a survey presented in Refs. 7 and 8 which was conducted 
in the early part of 1972 demonstrated that the general attitude 
of most males in the Services was largely negative. The quotes 
obtained in this survey expressed the ideas that wanen do not be-
long in the Services which is a man's job, that they belong in 
the home near the playpen, that they cannot be treated in the same 
way if they fail to perfonn correctly, that the only ones who join 
are either looking for a husband or are unable to find one and 
must find some way to support themselves, and finally, that they 
insist upon a double standard of equality when it is to their benefit 
and special treatment when it is not. 
Al though the Air Force has long prided itself on the equality 
provided to its Wallen and has often presented impressive statistics 
to prove their case, it too has been the victim of the male negative 
attitude toward women. This fact was brought out by Colonel Doyle E. 
Larson in Ref. 13 when he stated regarding the figures that had been 
previously annotmced by the Air Force: 
"Suc.h 1,ta.ti.6t.lc.J, aJte. ml6te.a.d,lng, howe.veJL.. The.q do not 
Jte.ve.al the. A.tlwng 1tu.l6:tanc.e. ..i.n :the. AiJt FoJtce. to the. 
6uU. u.:tiU.za.ti.on 06 women. Expa,t.6.lon .iA one. th.i.ltg, 
but: u.:tiU.za.ti.on .l6 quite. anothe.Jt. The. .lncJte.tl.6e.d U6 e. 
06 WAF dwwtg the. ptUt 6e.w tJe.o.ll,6 a.ppe.o.ll,6 ttJ have. be.en 
due. c.omplLte.ly to WAF rn-lUtA.ncy and ~ not be.e.n a. 
wue., Apon:tane.ou.6 lte.6pOMe. by the. AiA FoJtce. .i.n 
Jte.c.ognLtlon 06 a new Aottllc.e 06 manpoweJL.: womanpoWVt. 
Ope.n.i.ng c.a.Jte.VL 6,i.e.ldA haA not ne.c.U'1aJLily me.ant ha;t 
A,iJr. TIULi.ni.ng Command will. 6.lU quot.a.6 w.lth eli..g.lble. 
women. The. lte.6.iA.ta.nc.e. to women .iJt the. Jtaniu .l6 IAJi.de.-
ApJte.a.d and de.e.p.ty ..i.ngltalne.d." 
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From these statements can be envisioned the monumental task facing the 
Services in the personnel evaluation of servicewomen. Since it is a widely 
accepted fact that no matter how objective the method of evaluation some bias 
of the judge can always creep into the final rating and determination of rank-
ings. It is quite apparent that servicewanen at the present time as well as 
in the future will not receive the same treatment regarding personnel evalua-
tions as do men in the Services unless this attitude is changed. 
B. CDNFLICT S11UATIONS IN DtEN 
"The. woman ..in un.loolUII h44 long .6.inc.e. be.e.n Ubvuu:ed 61t0m 
.6nugg.i.u, tho1>e. wooly 0V Wtdvrwe.aJt. ha:t c.ha.6.te.ly e.nc.46e.d 
a. Wa.c. 61t0m 14tLi.6t to kne.e.. But 1>he. '.6 ho.v.i.ng a muc.h hair.dell 
.time. g e.Ulng ILi.d o 6 me.n.taL. .6nugg.i.e..s , tho.6 e 6a1t lu.6 ob-
v.f.o(Jij WIUlpp.i.ng.6 wkic.h keep the. mind 1>a.6e., wa1tm, ..in..6ula.te.d 
and unc.hang.i.ng. Tho.6 e. WIUlpp.lng.6 aJte. a.W.tu.du .6 he' .6 p.i.c.ke.d 
up J.n muc.h 06 heir. .6e.1tv.lc.e Uoe.. Woltk. well, .6he. le.a.JUt4, but 
only J.n c.VLta.ln job.6. Ac.hi.eve, but don't a..6p.i/te.. Ac.t .Ufz.e 
a. la.dy and, a.bove. all, don't be. ove.11.-a.g91t.U.6.i.ve.." 
This quote found in Ref. 7 is an apt stunmation of the conflict situations 
which servicewomen have to face. In a majority of the situations, the conflicts 
are the result of a desire for personal fulfillment as an individual which 
clashes with the traditional sex-role defined by society to which women are to 
confonn. Additionally, some of the conflicts arise as a result of other wanen 
and the men in society seeking to maintain the traditional sex-role for all 
women. 
" •••• Among women, the a.n;ti.ci.pa,ti.on 06 .6uc.c.U.6 upe.eiall.y 
a.ga.i.n.6.t a male. c.ompe.tli:alt. po.6U 4 t.Jvr.e.a.t to the .6enAe 06 
6em.i.n,.in,i,;t and .6e.lo-u.teem Md .6eJtVe.6 cu, a. poten.tia.t bcu,.l-6 
601t. be.coming .6oe,i..a,U.y M..jec.te.d •••• " 
This quote sUIIIJlarizes the results of a study conducted by Ma.tina S. 
Homer £ran 1964 to 1971 which revealed a conflict situation within "'°men 
called the fear of success (Ref. 11). As a result of this fear of being 
thought of an unfeminine, the perfonnance of these women would be hampered 
by the women themselves thus giving any judge of their performance the 
impression that trey were not as capable as their male canpetitors. Need-
less to say, this conflict situation alone would greatly affect the 
personnel evaluations of servicewomen if they were rated on competitive 
perfonnance alone. 
Jane Prather in Ref. 17 explains the barriers to a correction of this 







" •••• a.6 long a.6 1,oc,lall.za;ti.on p,'Utc..ti.c.u pelt6.Ut wkic.h 
Jte..ln601LC.e. de.pende.nc.y, pa.6A.lv.lt.y, and nona.6Avi.ti.ve.nu1, 
ht g~ and wkic.h d.uc.oUIUlge. g.i.ltt6 61t0m t,eJri.ou.6ty 
pWt.6ulng h,i.ghe1t e.duc.a;tlon, 6ew women w.i.U tJuun. to 
c.ompe..te. .qwzl.1.y w.i.t.h. me.n oc.cupat:lona.Uy. Be.cal.l.c\e. 06 
the. many myth.4 1,oe,le.bj h.oldh about e.mployme.n-t 06 women, 
many men do not tJte.a;t. thw women c.o-woltkelt6 cu e.qwil.6." 
Another conflict situation which occurs in working wanen is 
the career versus the home conflict. This conflict has only recently 
became of more importance within the Services as a result of the n~ 
regulations which pennit women who become pregnant or parents of 
children under 18 to remain in the Services and for wives and mothers 
to enlist in the Amed Forces. The essential problem here is the 
feelings of the wanan toward her double role, especially if children 
are involved. Herzog in 1960 conducted a study that revealed that 
the working 100thers suffered from a sense of guilt about leaving 
their children and going to work even though all of the results of 
the study revealed that their children were no worse off or in any 
more danger of becoming delinquents than the children of non-working 
100thers (Ref. 23) • 
As can be seen in this examination of some of the conflict 
situations which servicewanen must face, the attitude of women which 
manifests these conflict situations could exert as strong an in-
fluence upon the personnel evaluations of servicewanen as do the neg-
ative attitudes of men in the Anned Forces. Wesley J. Barlow stated 
in Ref. 3: 
" •••• the. woman gohtg .lnto a c.aJte.eJt ht bu.6htu1, wheJte. 
1,he. will compete. w.lth men luu a. ve/ttj up-kiU Jr.Oad 
to 6oUow. Not only wlU 1,he. ha.ve. to de.ve.top oJt 
1,.t1r.e.ngthen a.ttlLiburu o O he.Jr. peJt.Aonali.ty which aJt.e. 
not heJt ma.in. 1attr-ength6, but Ahe. wil..l. have. to con-
vhtce. he.Jr. cu1,oc..la.tu (pe.e.u, AupeJLi.olr..6 a.nd e.ven 
1aubolt.dbta;t.u) .th.a.t 1,he. .l6 de.v.i.a.n.t enough to be. a.bte. 
.tD compete. ht a. ma.Ac.uli.ne.-olLi.e.nte.d e.nv.ilumme.n.t, 
.ln a ma.Ac.u.Une. game., judged by nwculine. Jt.Ulu. '' 
RESEAROI RESULTS 
"When you Jte.ally 1,top to th.ink. about the. ~:ta..te. to 
which oUlt. 1,ocie.bj luu de.ve..t.ope.d, the.Jr.e. .l6 no Jr.ea.Aon 
.iJt the.oJty, J,oe,lology, oJt e.quli.JJ why women 1,houl.d 
no.t ha.ve. e.ve/tlj oppo.lLtunUy the. me.n have.. I believe. 
any man oJt woma.n ~h.ould be. peJtm.i.tte.d to 4eJtve. w 
c.ormtlr.y .ln any c.a.pa.c,i;t;y hat he. 01t. 1,he., a.A a.n .ln-
d.lvhl.tutl, v.iew6 ala a.ppJt.DpJWL;te.." 
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This quote by the then Chief of Naval Operations, Admiral Elmo R. 
Zllmialt, Jr., in Ref. 19, expresses the attitude that is required in all of 
the male members of the Services before women can be assured of receiving tm-
biased personnel evaluations. 
A study done by the Air Force Hunan Resources Laboratory in 1971 examined 
the difference in performance on selection tests of male and female enlisted 
personnel (Ref. 1). The results of this study showed that the wanen perfomed 
as well as the men even on the Armed Forces Qualification Test (AFQT), which is 
not given to Women in the Air Force (WAF) but only to males, with the exception 
of the Mechanical Canprehension subtest which the researchers felt was totally 
a function of societal concepts of the proper subjects for training of boys as 
opposed to girls. This study serves to prove the fact that wanen are as in-
telligent and capable as men. It further points out the barrier to future 
improvement in the technical abilities of women so long as society continues to 
dictate a sex-role to women which does not condone the entrance of wanen into 
technical, mechanical and scientific fields. 
A study done by David R. Day and Ralph M. Stogdill in 1972 examined the 
capabilities of male versus female supervisors as detennined by their sub-
ordinates (Ref. 6). The results of this study confinned the fact that female 
supervisors are generally as effective as their male peers. It further pointed 
out that the women are probably 100re qualified for advancement than their male 
peers as the women on the average were five years older, had fewer children and 
had attended about two 100re training programs. Even so, the advancement of 
these female supervisors was not connected to their effectiveness as it was 
for their male peers, but rather it was simply a ftmction of their being female . 
As can be seen by these few examples of the studies which have been 
conducted, there is no real basis to the myths that are used to justify the 
attitudes which restrict the actions of wanen not only in the Services but also 
in society as a whole. The task remains to elintlnate these barriers and to 
re-educate society ·as to the real abilities and capabilities of women. 
COOCLUSIOO 
The two major problems which hinder the 1mbiased preparation of an 
evaluation on servicewanen today are the negative attitude toward Wallen in the 
military maintained by servicemen in general and the conflict situations which 
arise in servicewomen as a result of their selection of a career that is at 
odds with the one which society has dictated to all women. 
As personnel perfonnance evaluations weigh heavily in the decisions of 
advancement and selection for positions, the magnitude of the effect of these 
problems on the careers and fuller utilization of servicewomen is monunental. 
As Day and Stogdill fo1md in their study which was mentioned previously, the 








a function entirely of their being females rather than upon their 
effectiveness as managers or their abilities and training. In Ref. 5 
Lieutenant Conmander Beth F. C.oye presented facts which bring this 
problem even closer to the Navy: 
"In .teJun6 Oft b.l.Ue.t gJta.de. Ve.Jr.6U6 066.i.c.eJt gltade., women 
.line 066,lc.e.JU in the ~e.n.loJr. gltadu a1r.e wtde.lULtlUzed. 
Beuied upon a BuAeau 06 Na.val Pe/L6onne.l. pJt.in;t.ou;t Oft 16 
AplLil. · 1 911 , 2 2 peJtc.en.t o 6 :the. ca.pt.a,l.n.6 , 21 peJtc.ent oft 
:the c.ormiande.Jr.6, and 11 pVtc.en.t 06 :the .Ue.uh.nant 
c.onman~ a1te ,in lu.ll.e.h wh.ich a1te. a. gJta.de. olr. mo1te. 
be.low thUJL o 6 6,lc.Vt gJta.de.. " 
Perhaps it was such inequalities and underutilization of wanen 
by the Services that Admiral Zll!Mal t was referring to when he stated 
in Ref, 19: 
"I beU.e.ve. we. c.an. do 6a1t mo1te. :tha.n we. have ,ln the. 
peuit. ,ln a.c.c.o1t.di.ng women equal oppo.lf.twr.Uy .tc c.on-
tlt.i.bu:te.. th.e..ilr. e.x.t~.i.ve. .tale.n:t6 a.nd to a.c.hie.ve. ftu.U 
plt.Oae.6~.i.ona.l. ~ta.tul,. Mo1te.oveJt, .the .inln.lne.nc.e 06 a.n 
AU-Volun.te.Vt follc.e w heightened .the. .lmpoltt.a.nc.e. 
06 women 46 a vital pelL6onnel. 1t.u0Wtc.e. '' 
In order to ensure that this goal of the full utilization of 
the talents of servicewanen will be met, a program must be initiated 
and zealously maintained which will be aimed at the elimination of 
a prejudiced attitude against wanen in the Armed Forces which will 
aid in the elimination of the circumstances that result in the 
production of conflict situations within servicewomen. Only in this 
manner will servicewanen perform on a competitive level with men and 
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